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thereto.  , 


The  views  expressed  in  this  paper  are  not  necessarily  those  of  the  Corporation 
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- prefc&sas  involved  ia  U.S.  security  glassing  h*va  bsccss  asfctdrs 

Qt  iscmsisg  em  in  meat  jrsag®.  ?h®  record,  both  m  tfea  public  prase 
sad  la  tfc®  C'eagreas,  is  replst®  with  esa^lee  o t  tstsrset  ia  gush  ssttcra 
as  tha  stsiEg  east  of  defense,  ths  difficulties  of  obtaining  psriojssase  as 
gssa&ssS,  istermviee  rivelsy^t&o  technological  race  with  eovlat  Russia 
es4  lasS  tioeo 

^fe^azltioiga  has  bsa  lata  at  tbs  dear  of  okf  slow  enS  ossasshat 
esiherac&a  Oaaislea  sa^iag  sachisary.  inlays  ia  ecsa  ispertsafc  prs&mis, 
costly  ecnesUsticaa  of  others  end  tfc©  es-argeaa©  of  Soviet  Russia  end 
Ceaaaaict  china  as  deagsgcus  aes^.itora  Sa  th®  malas^redfet-spact  age  all 
hcsvo  boon  ©hedged  to  failures  of  tha  cumat  estlaeal  emssi ty  ©rgaai- 
eofcica  sad  the  pi  aiming  and  daeinioa  E5Mng  pmoss.  ) 

While  attention  has  been  foaussd  on  tho  fallmc  of  tha  eaiotiag 
oreaaisafciea  end  the  ess!  for  ohaa©2,  too  little  ties  has  hsaa  gS'7cn  to  a 
study  of  th«  esvirossent  in  thieh  tha  pleanar  end  dscioics  sz$s>v  mist  now 
mmA  As  a  result,  a  series  of  attempt®  have  beea  ks&s  to  ahors  up  ©ad 


(strengthen  cnistin®  organisation  end  procedure  without  cay  rool  definition 
of  tho  re^uireaaatra  of  tha  plaanor#  end  decision  Sahara  in  this  ora  of 
toohaologioal  cjtpXoBion.y 

_> Before  nav  machinery  can  bs  devised  or  old  tools  codified,  it  would 
scca  that  the  sraquirements,  o?  perforcamre  objactlveo,  oust  first  be  spoiled 
out.  As  s  result.  It  is  the  purpose  of  this  paper  to  dieauos/ 
yu  pQ  jiixxi  of  the  condition, t  which  oho  the  current  sachinory  incdaqmt© 
/  (^jytitov  tools  which  ccn  sisot  the  needs  of  the  plaaasrs  end  fieeisioa 
Eaters.  v 


HEW  TOdS  FOB  2PWSEEBQ  ASD  SBCGRAfgJBRS 


fey 

ttsr$A  Keviol* 


Teiay’s  plasssr  eafl  decision  jesfesr  operate  la  sa  essviresseat  of 
©sasrfcsiafcy  and  che&ge  b?3U^fc  &fco)&  fey  the  technological  m olufciea  of  the 
last  iwesfcy  years.  Tfcs  eitusfcica  fcss  bean  aptly  described  fey  It.  oezmci 
Bernard  A.  Bahru we?5  CesasEiar*  Air  Research  end  BsvelogBsafc  Csssa&a. 
General  Schrlevor  eald  about  a  ya&?  ega: 

"The  Eajor  change  in  our  life  fees  feeea  the  ©heyfceaiBg  of  ✓ 

ties  brought  about  fey  what  has  bees  called  the  ospluslca  ia 
technology.  This  change  Is  due  to  a  toehholegienl  rovolutica 
that  began  In  World  War  XI.  Today  v*  ere  ia  a  ieehnolegteaX 
war  in  which  the  battle  lines  are  in  the  laboratories  ©ad  ia 
the  industrial  plants  of  the  United  States  ssd  the  Soviet  Union. 

It  is  &  war  that  vs  stust  via  if  we  are  to  survive  as  a  fare© 
nation. 

"Major  technical  discoveries  ease  eem  thousands  of  years 
apart,  and  later  tsars  separated  by  esaturiSB,  end  then  fey 
d&safloo.  Today  such  feses&>tfesou^a  ere  esde  with  start  ling 
ssaMlarity  ia  every  fioM  la  istemifl  of  only  &  flaw  ©oaths. 

"The  leisurely  quality  that  case  oheraoterised  nearly  all 
osar  cations,  evea  ia  taMcg  ps.^aratloas  to  defend  our  oouatry 
oblast  attach,  is  ges.9,  possibly  foravar.  Today  va  work 
©gainst  the  clock  la  searching  oat  aev  technics  end  davicca 
W6h  will  isasmsa  oar  capability  to  deter  aggyassisar 

*t&  a  eittsafciea  of  this  feSM  &  relatively  esali  fereavthm^i 
fey  oso  side  or  the  other  cao  evastusrs  th®  baleacs  of  power,  on 
tMsh  pease  cay  well  depend.  Sa  this  era  of  rapid  advances  a 
bre^thm^  ssy  ©acts?  at  cay  tto?  la  a  laboratory  or  a  tost 
futility,  e^rebsra  ca  o&sth. 

"He  letter  her  h$s§  ws  work  toward  ear  ceassptB,  devises 
eM  tsekalsjsyjs,  we  easaot  gesreates  that  -they  will  fee  dissevered 
caly  ia  err  eevatry  or  la  those  which  are  friendly  to  us.  Bat 
W3  eca  (psresfcos  that  savestsg®  ©Bswrring  to  ea  ©pressor 
as  a  result  of  each  ©  fereafe«ths®a$i  will  fee  tas&er*aj.  Cao 
Offset  of  ths  rapid  growth  ia  teaSzoeaoey  is  that  no  nation 
retain©  elusive  psa&saisa  of  a  naw  disoemy  for  veay  l©ag.w<> 

• 

“7  “Spl  before  th®  Uiaga  Clafe,  Her  Yesfc  City,  Oatefeer,  1959. 
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Thsjgs  a m  ths  fasts-©#  life  for  both  piasnors  caS  decision  isa&irs.  Put 
x&st  gaJi33  Ufa  ovsa  harden  £3  that  the  tedmisoss  of  the  factory,  gUliaty 
training,  ©oastruatioa  end  «vsa  dsoisica  asking  taro  net  been  able,  as  y*i* 
to  pass  with  the  laboratory.  As  &  result,  it  still  tekas  esay  years 
to  translate  aaw  scientific  discevotias  late  fully  operational  syetaas  in 


©its  seaas  that  tooieleaa  east  to  asde  new  which  will  effect  the 
ailitgjy  esp ability  of  tk®  united  Sistas,  and  its  position  in  world  affairs, 
t ®a  yeisrs  or  ssr®  la  ths  S ofcus©.  Hes®^  Ks&a,  in  to  ThorBoauclear  War 
dasosl'bsa  the  conditions  whiah  foroo  at  least  partial  decisions  aw.  Ho 


said; 

"The  lead  tfcsa  for  really  asv  weapons  systems,  frcn  the  point 
film  the  "go  ahead"  on  rossaroH~and  development  is  given  to  the 
gttalasaat  of  appreciable  awsfoero  in  Inventory,  is  closer  to 
ten  or  fifteen  years,  and  the  system  itself  should  have  a  useful 
life  of  five  or  ten  years  sore.  That  is,  a  system  on  which  MD 
is  started  today  will,  have  its  useful  life  in  the  environment  of 
two  to  four  technological  revolutions  later.  Sines  it  is  impos¬ 
sible  for  fallible  Inessas  (and  naybe  even  infallible  ones)  to 
preheat  two  to  four  technological  revolutions  ahead,  mush  of  our 
pxoparstion  cast  bs  aiads  in  a  partial  fog.”9 

Tto  the  plennor  and  decision  cakor  must  work  in  an  atmosphere  of  change 
sod  uncertainty  end  still  be  able  to  sake  decisions  which  cay  affect  the 
security  of  the  United  States  for  cany  years. 

Homer,  this  is  only  a  part  of  the  arrirenssntal  picture.  The  others 
ere  equally  difficult.  Tits  decision  and  planning  process  would  be  relative}" 
easy  if  there  wore  only  ona  direction  in  which  to  cove. 

*aereSS  KBha,  to  Tbacgoaselcar  War»  Prinoatoa  Uhivorait/  nss,  Princeton, 
jfou  jersey,  1950,  pT°3S5T 
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Jtacag  th®  chares ceristies  of  th©  technological  revolts tica  is  th®  large 
auaibey  of  choices  offered  V  scieaeo.  Rap.  Geerg®  C.  J&hon  (D-Te&),  ehstoaa 
of  th®  Hons®  Bofeas®  Ajgrojriatieas  StfbeossEittee,  dfiserihiag  ths  pressures  to 
go  ia  saay  different  directions  at  ens  tSm  as  a2«igt  "Irresistible",  sail 


last  spring: 


"It  is  sot  aa  easy  shore  to  pick  end  choose  essaag  eoapatiag 
system-,  Jlovertheless  selections  met  he  sssdai.  To  try  to  do 
everything  theoretically  possible  ia  all  directions  to  strengthen 
our  defense  posture  during  the  long-haul  &ras  race  such  as  vc  are 
presently  engaged  la  vould  he  acenoaJnally  dim- strew.  Tha  daci® 
slons  vhich  Rust  ho  jss£q  undo;  these  circuastnasas  are  soet  dif¬ 
ficult.  The  problem  in  coapUcsted  by  tho  accelerating  rata  of 
technological  progress  thieh  is  E&kiag  weapon  system  slEaet 
obsolete  or  at  least  ©beolseetmt  before  they  bases®  operational. 
Tlse  has  passed  by  sany  weapons  program  vhich  egpoa red  sound 
than  initiated.  Under  these  cireusstaneas,  it  is  alsost  iaevit- 
ebl«  that  siatahss  will  be  mads,  svoa  ecjbs  asjor  eiefeahes.  The 
objective  met  bo  an  adequate  defease  vitb  a  minlssasa  of  s&stokss. 
The  fatal  ©ietahe  of  too  little  and  too  late  jsast  eat  be  w8s* 


We  ssust  also  guard  against  the  possibility  that  d stakes  will 
mba  us  sa  overly  cautions  that  ya  retard  aes'StlSrpgoKgoo's” ' 


Xa  addition  to  ehoieos  in  hasdwas®,  tho  selection  preeaaa  ssast  also  include 


alternative  military  ceessgts  for  alloying  ead  deploying  both  tho  aaw  pet en® 

/ 

tlols  as  veil  e®  tho  Eafcariol  ca  hand  or  on  order. 

Anothsr  equally  important  problea  is  canted  'by  the  vastly  increased 
capability  of  nov  eqaijamt.  It  has  been  said  ireque atly  that  ea®  fusion 
hcab  will  do  sore  dssnssi  thssa  the  ccrfbla&tloa  of  nil  ben&s  dropped  by  the 


United  states  in  world  wa?  12.  Brictilar  Geswrel  Robert  C.  Richardson  HI, 


Chief  of  the  Long  Rang®  Objectives  am&»  Deputy  Chief  of  Staff,  Plans, 

Headquarters  United  States  Air  Force,  defined  the  situation  as  follow: 

"Of  the  tessy  problem  that  fens  the  srilitsry  oerfenblichsaat, 
full,  adjustment  to  changing  toehnolegy  and  to  changing  ve opens 
capability  ia  perhaps  one  of  the  cost  difficult.,  The  adjustment 
is  cad©  increasingly  core  burdensome  by  th®  orally  dramtio 
istpact  of  tho  'cost  sgutsene’  upon  our  national  Military  posture. 

♦House  Appropriations  Cccaittao  Report  on  Defense  Appropriations  Bill, 
1961,  pp«  ',7.  (Italics  added) 


She  result  is  $>  grsaffig  i’aa&IUtf  if  th®  ailitafy  t®  satisfy 
cossaiteants  end  preblsss  is  th«  face  of  siting  eoste  end  rola® 
tive?y  fixed  sogetseea  sail  esneepts,6* 

The  conditions  describes  quite  obviously  require  that  managers  of  national 
security  planning  and  programs  have  available  a  vide  saags  of  Informatics 
and  data.  To  anticipate  the  problems  which  will  faee  the  United  States  ©ad 
to  monitor  existing  national  security  activities,  the  following  are  needed: 

(1)  A  ccsiprehenaivo  ®c&  correlated  flow  of  infoisatioa  together  with 
ea  ©valuables  of  hath  eusrssfc  eesaaitesaata  and  projected  §rag rasa. 

(2)  hats  on  new  technological  developments  and  hro&Vthrou^e  and  @s 
evaluation  of  their  value  in  term  of  equipment,  silit asy  concepts  and  inters 
national  ccssaltmate. 

(3)  Coordination  of  planning  cm  an  across-th e-bossS  basic. 

(V)  a  framework  for  considering  the  alternative  css  ef  resources  of  @11 
kinds  to  achieve  national  goals. 

Resource  data  are  only  a  part  of  the  information  aseted  to  mhe  either 
plana  or  decisions.  However,  resources  constitute  both  the  starter  for  end 
the  brake  on  the  sachinery  controlled  by  planners  an&  decioion  sahortf.  As  & 
result,  they  properly  may  be  singled  out  for  first  eaghasie, 

Bass  idea  of  the  magnitude  of  the  resource  data  problem  can  bo  obtained 
from  the  statement  which  appeared  in  the  Uavy  Comptroller  Review,  December, 
1960«  It  reposts!: 

"Today,  when  an  budget  cycle  its  completed,  the  Department 

of  the  Navy  supporting  budget  data  towers  at  cist  foot,  according 
to  a  recent  estimate  cade  in  the  Office  of  the  Comptroller  of  the 
Rsvy. 

"A  total  of  15,000  copies,  encompassing  some  500,000  pages  of 
budget  justifications  and  associated  data  covering  each  and  every 
account  flow  into  the  Pentagon  Offices  of  the  Assistant  Comptroller, 
Director  of  Budget  end  Reports  during  each  annual  cycle.. 


<*"*£&,  nr3talesat@  in  ConsSpts,"  Air  University  Quarterly  Review,  Vol.  XII, 
Fo.  £,  Bun.  JP  19^0»  S*  2«  ' 
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This  is  without  taking  JntS  soasideroties  th®  pages  ef  detailed  documents 
generated  oy  th®  Arqy,  the  Air  ?oge«  tc&  the  OffieS  of  Secsoiary  of  Defense. 
Obviously  there  is  ecssthiag  vseag.  Arthur  gaithfes,  Nathaniel  Hopes 
Professor  of  Political  Economy  at  Harvard  University  5  ia  &  gaper  submitted 
to  the  eubaosaitteo  on  fiscal  policy  of  the  Joint  Economic  Ccesaittec  (85th 
Congress,  1st  Ssssien,  November  1957)/  oaidj 

"In  the  first  place,  the  defense  budget  is  not  &  fiocusK-nt  that 
is  readily  understood.  Even  the  most  assiduous  student  of  it 
would  find  it  impossible  to  tell  hov  lar  the  budget  provides 
for  a  force  that  will  deter  a  strategic  attach  ca  the  United 
States,  hov  far  it  permits  us  to  carry  out  our  cossaitsantB  as 
the  leading  ssnbar  of  NATO  or  SEATO  or  to  support  other  aspeots 
of  foreign  policy  throughout  the  world.  xYat  tha  sieo  of  the 
budget  vitally  affects  these  matters.  A  out  or  an  increase  of 
say  ten  percent  can  make  a  great  difference  to  the  Nation' e 
military  effectiveness.  Yet  neither  the  Congress,  the  President 
nor  I  suspect  ths  Secretary  of  Defense  and  the  Service  Secretaries 
has  the  information  needed  to  relate  the  financial  figures  in 
the  budget  io  cay  Ebanlagful  concept  of  military  offoctivonesB . . . .  ” 
(Emphasis  supplied) 

How  this  relationship  can  best  be  established  has  been  the  subject  of 

* 

considerable  discussion,  although  many  of  tha  fundamental  requirements  now 
are  generally  recognised. 

What  are  the  key  characteristics  of  a  frtemavork  fleeigaed  to  permit 
consideration  of  the  aiternstivv  us?  of  resources  Of  oil  hinds  to  achieve 
national  security  goals? 

Time  Spaas  aad  Plans 

As  a  starting  point,  It  should  be  noted  that  plans  tend  to  fall  into 
three  categories— short  range,  middle  range  and  long  range.  While  these 
throe  time  spans  are  interrals. the  distinctions  between  them  are  useful 
for  the  purposes  of  our  discussion: 

(i)  Short  range  planning  Sere  the  zmis  ©sghasis  ia  on  projecting  in 
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grsat  detail  ths  activities  fos>  the  seat  fiscal  yea?:  vhut  suet  ‘be  done, 
vhon*  ufaere  and  by  wheaj  end  Whnt  types  and  quantities  of  equipment*  man* 
facilities  sad  supplies  are  to  bo  acquired*  Short  ranga  planning  necessarily 
involves  stressing  administrative  and  coessand  considerations. 

(2)  Intermediate  range  planning t  This  includes  the  short  range  plans 
and  then  proceeds  to  consider  a  time  horizon  four*  op  five  years  into  the 
fufcurao  While  the  basic  ingredients  include  "uhat*  vhen*  vhere,  hov  such 
and  hy  vhoa,"  detail  is  sueh  less  than  in  short  range  plans*  m 
(addition*  as  the  tisa  horizon  is  extended  frea  the  jessadiate  future*  some 
flexibility  la  available  to  consider  alteraativeB«>s«g.*  systems  of  various 
hinds  as id  variations  in  their  employment  and  deployssnto 

(3)  Iga&  Range  Planning:  long  range  planning  asoa  (l)  and  (2)  as  a 
starting  point  and  then  proceeds  to  consider  a  ties  horizon  extending  ten 
or  more  years  into  the  future.  Herfejthe  sain  concern  is*  or  should  be*  with 
a  critical  examination  of  brosd  alternatives  vith  respect  to  total  forces 
and  missions  and  hay  activities.  Clearly  uncertainties  are  very  groat  but 
at  the  sasa  tics  the  possibility  of  waiting  various  choices  or  alternatives 
is  far  greater. 

Information  Needs 

All  three  types  of  plans  have  certain  elements  in  cosaon.  They  include 
"end  product"  activities  (i.e.  missions  and  systems  used  to  carry  out  these 
missions):  time  phasing  of  activities;  and  resources  required  to  accomplish 
end  product  activities— equipment*  facilities,  personnel*  supplies*  con¬ 
tractual  services*  and  the  dollar  costs  thereof* 

While  these  factor?  are  important  in  each  type  of  plan*  the  emphasis 
changes  as  tra  mm  from  ©so  to  the  other*  Although  each  of  the  three 


types  of  plans  is  needed,  long  range  planning  is  the  east  difficult 
and  should  he  cur  major  concern.  As  a  Batter  of  feet,  cany  of  the  problems 
inherent  in  current  ehort  range  and  intermediate  range  plans  are  directly 
traceable  to  the  failures  in  or  absence  of  long  raaga  projections  from 
which  shorter  tern  planning  should  logically  develop* 

In  long  rangs  planning,  we  start  or  should  start  with  the  national 
goals  or  objectives.  These  are  tfapsa&ent,  in  turn,  on  the  technological 
develoj&sants  which  trill  be  availaoic  Ter  ’♦the?  waging  war  or  maintaining 
peace.  This  isse&ietely  brings  into  the  picture  the  scientific  potentials 
of  work  now  going  on. 

The  alternatives  available  from  the  interaction  of  objectives  and 
potential  means  are  then  translated  into  the  projected  tasks  or  missions  la 
which  systems  requirements  are  identified  specifically.  Resource  require-. 
Easts  must  be  considered  in  these  planning  possibilities:  first,  to 
provide  realistic  translations  of  the  impact  or  potential  impact  of  state- 
of-tks  art  changes  and*  second,  to  examine  the  feasibility  or  availability 
of  moans  or  expected  means  for  attaining  these  objectives. 

Resource  considerations  at  this  stags  must  ba  Sa  6  fora  substantially 
different  from  that  currently  identified  as  "budgeting.9  la  tho  long 
raaga  planning  area,  budgeting  may  be  viewed  primarily  es  a  resource 
translation  of  plans,  to  be  used  as  a  device  for  assisting  in  the  choice 
among  various  alternatives  available  to  the  planners.  Resource  translations 
bee  esc  one  test  in  the  determination  of  whether  either  picas  or  choices 
among  alternatives  are  feasible. 

To  meet  this  requirement  as  "aggregative”  type  of  resource  estimating 
is  needed.  This  ©eans  the  iderk|ficatioa  of  major  kinds  end  timing  of 


resource  demands»*equipment,  Installations,  personnel  and  maintenance  an! 
operating  costs.  These,  la  turn,  must  he  ’’packaged’*  la  terms,  first,  of 
the  major  activity  (e.g«,  general  war,  limited  var,  arms  control,  ©t  cetera) 
and,  second,  the  alternate  means  available  for  accomplishing  the  activity. 

This  statement  of  future  resource  requirements  must  he  time-phased 
with  and  correlated  to  existing  short  run  and  intermediate  range  plans. 

For  the  short  run,  while  management  activity  is  based  on  the  long  range 
plan,  it  say  ho  expressed  and  implemented  la  administrative  and  functional 
terms  which  need  not  ha  aigaificantSy  different  fresa  those  which  we  now 
use.  The  important  point  is  that  the  detailed  schedule  of  programs  and 
activities  to  ha  undertaken  Vitbia  the  next  year  or  two  he  integrated  into 
the  total  long  rang®  plan. 

For  the  iatesasfiisis  Objective  all  resource  requirements  of  both  inter* 
ssadi&tS  end  short  rang®  plans  Should  b®  projected.  However,  approval  need 
he  given  to  only  tJ  it  part  which  gtust  ha  undertaken  within  the  next  year  to 
assure  the  necessary  capability  3*  7#  10  or  more  years  in  the  future. 

Hero,  flexibility  is  extremely  Important.  Activities  must  ho  started 
on  the  promise  of  ©uf  longer  ie*a  objectives  and  technological  potentials. 
Yet,  wo  must  fully  recognize  that  uncertainties  both  68  t®  requirements  and 
technological  progress  do  ©jdet**that  the  new  nature  ©f  international  con* 
flict  will  mean  that  mistake®  will  he  made  and  that  wa  ray  havo  to  both 
hack  track  and  double  track  (use  alternate  approaches). 

Only  with  a  detailing  of  actions  essential  to  cdnlnijt ration  of  current 
programs  and  a  projection  of  the  requirements  on  which  they  are  based  can 
tho  flexibility  required  by  current  conditions  he  achieved. 
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The  Hew  Numbers  Game 


This  then  is  the  goals  To  achieve  It  requires  a  new  kind  of  numbers 
games  General  Thomas  D.  White;  Air  Force  Chief  of  Staff,  oiEsaariaed  it  as 
follows : 

"The  true  strategic  implications  viH  fall  la  the  future  in 
other  are  an  such  asi 

a.  Adjustments  in  types  of  units • 

b.  Redispoeition  of  military  forces; 

c.  The  requirement  for  immediate  reaction  vith  its  concurrent 
need  for  the  necessary  forces  in  being. 

d.  Constant  updating  of  plans  and  military  concepts  to  take 
into  account  changing  weapon  capabilities. 

e.  A  closer  understanding  and  cooperation  between  all  nations 
who  are  bandad  together  against  a  common  threat.  I 

will  discuss  each  one  of  these  briefly  and  in  order. 

"First,  we  must  consider  that  some  of  the  improvements  in  the 
quality  of  weapons  can  compensate  up  to  a  point  for  reductions  in 
their  quantity— without  degradation  of  over-all  combat  capability.  / 
This,  in  turn,  may  require  adjustments  in  the  type  of  combat  units. 

We  continually  must  strive  to  secure  the  beBt  weapons,  but  not 
necessarily  the  most.  Obviously,  there  will  always  be  a  measure  of 
quantity  below  which  it  would  be  dangerous  to  operate.  However, 
the  true  key  to  our  military  security  will  lie  in  the  proper  choice 
of  the  beat  weapons  and,  of  course,  the  ready  availability  of  highly 
skilled  personnel  to  operate  and  maintain  them. 

This  same  principle  must  be  applied  to  force  dlopoaitions. 

Again,  weapon  performance  capabilities  will,  to  a  large  extent; 
dictate  the  optimum  location  of  combat  forces. 

"The  same  factors— speed,  range  and  increased  deetructive 
capacity  also  have  dictated— as  an  absolute  requirement --the  need 
for  constant  alertness  and  an  instantaneous  reaction  capability 
within  our  armed  forces.  Furthermore,  the  lack  of  time  available 
to  change  force  dispositions  or  to  increase  force  levels  after  a 
global  war  has  begun,  demands  that  our  forces  in  being  be  adequate 
to  perform  the  initial  wartime  tasks.  No  longer  can  we  depend  upon 
mobilization  of  either  military  forcos  or  a  nation's  industrial 
potential  in  time  to  influence  the  decisive  phase  of  a  global  war. 
Moreover,  proper  forward  positioning  of  strong  and  suitable  shield 
forces  will  serve  to  further  deter  any  form  of  aggression. 

"In  this  ssaa  context,  our  plans  and  military  concepts  must 
keep  pace  with  new  weapons.  We  should  not  allow  ourselves  to  fall 
into  the  trap  of  automatically  adopting  new  weapons  to  old  strategies o 
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"At  the  resm  tiss,  we  must  not  lose  eight  of  the  fast  that 
pur  weapon *  development  program  is  in  the  service  of  our 
«>  over-all  policy  objectives.  Each  new  weapon  capability  met 

be  measured  carefully  against  the  mission  requirements— end 
our  plans  amended  where  required.  You  will  recall  that  whan 
tbs  NATO  strategy  was  first  conceived*  the  sword's  impact,  in 
teres  of  time  from  the  United  States,  would  not  have  been  felt 
for  fifteen  hours  or  mere.  Today,  the  point  of  the  sword  could 
be  on  the  target  within  30  +  minute e.  The  difference  lies  in 
the  capabilities  the  propeller-driven  bomber  compared  with 
those  of  the  intercontinental  rengo  ballistic  missile.”# 

This  is  a  courageous  shift  from  traditional  thinking.  But  steps  must 
be  taken  to  make  the  translation  into  both  Caw  and  improved  weapons  end 
into  concepts  for  their  use  and  deployment* 

8ince  the  resource  requirements  will  vary  not  only  with  the  choice  of 
hardware  but  with  the  military  concepts  for  their  use  and  deploymvnt,  a 
device  io  essential  for  considering  the  differences  in  the  nature  and  tim¬ 
ing  of  resource  demands  that  result  from  possible  variations  in  the  choice 
of  weapons,  the  quantities  to  be  assigned  to  inventories  and  particularly 
the  uses  to  which  they  will  be  put. 

It  is  one  thing  to  consider  alternatives  merely  In  terms  of  phasing 
out  old  equipment  and  bringing  in  tho  new.  It  la  quite  another  thing  if 
•  we  consider  them  against  the  requirements  for  men,  facilities  and  the 

related  expenditures  to  be  gene  rat  «?4  over  the  years  on  the  basis  of  such 
choices  as  mobility,  dispersal,  base  hardening  and  the  establishment  of 
various  kinds  of  alerts.  The  information  needed  must  be  set  out  in 
packages  of  resources  required  by  years  for  each  of  the  alternate  concepts 
we  can  visualize. 


#From  an  address  by  General  Thomas  D.  White,  Chief  of  Staff,  U.  8. 
Air  Force,  before  the  NATO  Parliamentarian  Conference,  Washington,  D.  C., 
November  l6,  1959* 
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The  current  budget  fossat  Is  heavily  influenced  V  functional  end 
organizational  considerations*  Vhile  administrative  considerations  ero  ob¬ 
viously  important,  such  en  organization  of  data  cannot  bo  used  successfully 
for  planning  purposes  particularly  for  2 eng  range  plena . 

He  need  to  differentiate  betweoi*  resource  information  to  be  used  as 
an  aid  in  making  major  allocation  decisions  and  the  information  required 
to  carry  out  decisions  end  to  manage  activities  as  directed  'y  the  Congress 
end  the  Executive. 

Clearly,  these  two  requirements  aro  different  and  imply  the 
need  for  two  different  types  of  data  presentation.  For  the  planner  and 
decision  maker,  a  format  la  needed  vhich  is  oriented  towards  end  objectives 
and  tasks  required  to  implement  each  of  &  range  of  alternatives  from  vhich 
a  given  plan  Can  ba  implemented.  For  administrators  and  managers,  a 
presentation  is  required  in  terms  Of  administrative  categories  needed 
for  the  execution  of  tho  individual  tasks  involved.* 

These  difference*  do  not  require  two  separate  documents— one  for 
planning  and  tho  other  for  administration.  What  is  needed  Instead  is  two 
different  presentations  of  the  same  information,  in  vhich  Identification 
can  be  maintained  through  coding  devices,  by  the  arraying  of  items  by 
categoriea,**  She  BtmmoricB  used  vould  be  substantially  different  in  each 
of  the  two  cases  but  the  information  basis  would  bo  identical. 

t^See  David  Fovlck,  A  Hew  Approach  to  the  Military  Budget.,  The  RAND 
Corporation,  Roeearoh  Memorandum  RK- 1 759 >  Juno' 12,  1956,  pp.  lb-22.  The 
Ford  Motor  Company  la  a  good  example.  This  company  has  several  types  of 
budgets,  Including  an  "administrative-organizational"  budget  and  a  budget 
presented  in  terma  of  "end  products"  or  "product  lines" :  Ford,  Thunderbird, 
Lincoln,  et  cetera 

##8oe  David  Novick,  Efficiency  and  Economy  la  Government  through  Now 
P’ -dieting  and  Accounting  Procedures,  The  RAND  Corporation,  Report  R-ggft, * 
f'ebruory  1,  195^,  pp.  57-ibi'. 


At  pros eat,  leag  f?aag»  planning  is  only  vaguely  tied  to  resource 
roquirearnts.  Of  eouroe*  va  do  look  at  e«a®  of  the  activities  Which  have 
a  future  tirea  impact*  vb® a  Concessional  funding  of  authorisation  la  required 
in  the  sort  fiscal  year*  However,  even  whan  the  urgent  action  items  are 
singled  out*  not  enough  attention  is  given  to  the  total  of  resources  which 
will  he  required  to  activate  end  operate  a  given  eyeten  during  Its  long  life 
fyca  conception  to  phase-out  frcsa  inventory* 

Tho  result  is  that  our  resource  plans  are  lnad*  ;uate  to  eee  the  whole 
picture  for  more  than  a  year  or  so  at  a  tires.  This  constitute#  a  major 
deficiency  in  our  present  effort  and  leads  ultimately  to  an  "agonizing  reap¬ 
praisal'’  or  "New  tools,”  in  whlih  a  costly  series  of  actions  Bust  he  taken  to 
tring  new  weapons  capability*,  concepts*  commitments  and  resources  hash  into 
phase* 

Under  current  conditioned  it  is  essential  to  an  effective  planning 
process  that  we  have  a  continuous  array  of  the  long  range  implications  of 
current  piano.  , 

Our  current  short  range  approach  is  typified  by  the  Defense  Department 
budget  format*  (Exhibit  S*) 

Breakdowns  of  that  summary  provide  separate  military  department  informa¬ 
tion  for  the  Army*  Navy  end  Air  Fores,  together  with  a  minute  detailing  of 
each  of  the  categories c  She  information  is  set  out  In  functional  clauses  and 
is  further  refined  ia  other  parts  of  the  budget  document  into  the  traditional 
object  classes*#  Despite  the  wealth  of  detail*  nowhere  is  the  data  structured 

«rKe  object  elaoses  are!  personal  services!  travel)  transportation  of 
things)  communication  services)  rents  and  utility  services)  printing  and 
reproduction)  other  contractual  services)  supplies  and  materials)  equipment) 
lands  and  structures)  grants,  subsidies,  and  contributions)  refunds*  awards* 
and  indemnities j  tsses  and  assessments)  investments  and  loans* 


ia  t arms  of  the  basic  missions  assigasd  to  the  Dsfenea  Department  or  to  the 
’’package! "  of  resources  and  activities  required  to  earry  out  these  assign¬ 
ments. 

The  budget  is,  of  course,  presented  for  &  period  of  three  ye&ra—paat, 
current  and  one  future  fiscal  year.  Xu  terns  of  obXigational  authority,  ciuch 
of  the  procurement  money  refers  to  items  vhich  will  ho  delivered  two,  thrca 
or  more  years  in  the  future.  However,  this  futuro  impact  is  r.over  made 
really  clear  and  tha  budget  retains  its  Short-range  orientation. 

Ao  a  result,  the  budget  document  is  not  a  very  useful  tool  for  either 
the  planner  or  decision  or  policy  maker.  It  has  already  been  noted  that 
effective  planning  and  programming  require  a  full  understanding  of  the 
long  range  implications  of  decisions  to  allocate  resources.  Hany  types  of 
major  items  included  in  the  budget  in  any  fiscal  year  as  part  of  the  "buy" 
program  imply  definite  further  investments  In  futuro  years.  They  will  also 
require  substantial  recurring  annual  outlays  to  operate  end  maintain  the 
given  activity  or  system  for  a  long  period  of  years. 

To  be  more  specific,  most  military  systems  generate  a  "life  cycle" 
funding  pattern  over  a  period  of  years.  Three  principal  phases  occur  ia 
the  life  of  each  system.  They  ares  (l)  research,  development,  test  and 
evaluation  (RDT&E);  (2)  investment  for  introduction  into  the  combat  inven¬ 
tory;*  end,  (3)  operation  and  maintenance  of  tha  system,  once  introduced 
into  the  force. 

While  a  decision  to  start  system  RDT&E  does  not  necessarily  imply  a 
decision  to  procure  the  system  for  the  forces,  a  procurement  decision 
once  made  goeo  far  beyond  the  scope  of  a  decision  to  buy  a  given  quantity  of 

*rhat  ia,  if  the  system  ia  actually  procured  for  the  active  foi-ce. 

Hot  all  sys^-miJ  that  have  been  developed  are  introduced  into  the  combat 
inventory. 
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hardware*  The  implications  of  such  a  decision  include j  facilities,  initial 
training  and  acquisition  of  personnel,  housing  of  personnel,  support  equip* 
cent  needed  to  make  the  hardware  operational,  as  veil  as  a  whole  host  of  other 
activities  all  of  which  oust  he  pa£4  for  and  all  of  which  oust  he  time-phased 
if  the  system  is  to  become  operational  on  schedule. 

Equally  a  decision  to  procure  automatically  implies  a  decision  to 
incur  recurring  annual  operating  costa  eo  long  as  the  system  remains  in 
inventory  ■>  The  annual  operating  coot  implications  or  a  proposed  investment 
program  is  an  example  of  the  type  of  "future”  considerations  which  must  he 
taken  into  account  by  those  making  major  resource  allocation  decisions  as  veil 
as  those  engaged  In  the  budgetary  review  of  those  decisions. 

A  full  identification  of  what  the  decision  to  acquire  a  quantity  of 
hardware  means  in  terms  of  supporting  equipment,  training  of  people,  and 
their  support,  and  the  timing  and  cost  cf  these  requirements  is  essential  to 
full  understanding  of  the  resource  intact  of  a  given  decision.  As  a  result 
end-product  orientation  rather  than  functions  (as  in  the  present  budget)  is 
a  "must." 

Ifone  cf  the  foregoing  should  be  construed  as  a  recommendation  for 
changing  or  lengthening  the  appropriation  grants#  Actual  caking  of  appro¬ 
priations  should  probably  be  continued  in  the  current  * Incremental"  fashion. 
However,  the  making  of  appropriations  ou^it  to  be  in  tho  context  of  long 
rang©  activity  projections,  with  full  knowledge  of  probable  budget  impli¬ 
cations  arising  from  the  decisions  row  being  cade.  If  it  did  nothing  else,  ' 
Congress  vould  have  a  far  better  grasp  of  military  planning  and  programming 
problems  and  would  not  be  "surprised"  by  the  periodic  reprogrammings  which 
are  required  because  one  ©oxvice  or  another  suddenly  runs  out  of  appropriations 
and  is  forv  4  to  slip  or  cancel  otherwise  worthwhile  projects. 


lens  range  budget  requireasssfcs  «et Spates  for  this  purpose  need  sot 
(and  la  ©a  »y  eases  cannot)  be  p^cel as*  2s  ssest  instances  It  Is 
eufficlewt  to  few*  that  tm  expropriation  fe?  2  Billion  dollars  in  a 
particular  activity,  eomaits  us  to  T  nillloaa  of  dollars  (plus  or  ©inua 
2|~20£)  annually  for  a  m&fcer  of  years  la  the  future. 

One  Preoesal 

Ons  way  of  arraying  eUitssy  objectives,  the  tasks  involved  la  each, 

©u&  their  resource  begets  ever  a  period  of  tea  yeear  is  shews  in  Exhibit  II. 
Sho  ?o course  oimmriee  under  each  task  ehauH  bo  developed  la  packages 
related  to  each  specified  activity. 

As  ®a  ©xsaple,  fleterresco  aystea  packages  e£$it  include!  Polaris,  I-52 
Whs-Zoua,  Baa  vs,  Atlas,  et  eaters.  Obviously,  the  designation  and  3-lection 
of  systems  cad  concepts  is  a  ffiilitasy  responsibility.  However,  interpretation 
of  international  security  objectives  is  a  silitary-politieal  function.  &-A 
roflovirce  translation  of  eyatw®  la  ea  eeeaeaie  or  budget  function.  Final 
eclectics  of  policy  end  budgets  ia  th®  responsibility  of  tha  President  and 
Congress* 
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Exhibit  II 

*  ^.rtftTRiwws  example  op  format  for  as 

Activity  Identification 

Projected  Force  Structure 
#No.  of  Belts) 

Research  and  ' 

Develo 

Bxper 

pment 

FY'62  I  *:3  I 

•  • 

‘70 

FY'62 

•63 

•  f 

*;o 

CENTRAL  WAS  MISSION 

B-52  System  (inel.  ASM' a) 

:  Polarl3  System 

|  -  Nike-2eus  System 

|  XCBK  Systems 

'  Satellite  Recon,  System 

{  Early  Warning  System 

|  Command  and  Control  System 

!  • 

}  * 

{  ate. 

Non-system  Activities 

Total  Central  War  Mission 

PERIPHERAL  WAR  MISSION 

P-103  System 

VTOL  System 

Carrier  Task  Forces 

Combat  Divisions  (Army) 
j^mpljlbioua  Task  Forces 

C 

etc. 

Non-system  Activities 

Total  Peripheral  War  Mission 

ARMS  CONTROL  MISSION 

Inspection  System  (Air) 

Inspection  System  (Ground) 

« 

• 

• 

etc. 

Non-system  Activities 

Total  Arms  Control  Mission 

1  NON-MISSION  ACTIVITIES 

MATS 

MSTS 

,  General  Support t 

Basic  research  and  exploratory 
development 

'  Operating  cost  of  headquarters, 

!  schools.  Centers,  etc, 

• 

• 

• 

etc, 

GRAND  TOTAL, 

- 1 

i 

i 

i 

i 

i 

! 

• 

i 

( 

# 

i 

*Po?  breakdown  of  major  categories  9ee  pages  lid  and  £9,. 

S  *  *  *  „„ 

♦  •  '  •  •  rrrnA;! 

andituresT  (o?  Obligatlonaj  Authority)  In  Illlltona  of  Dollars _ _ 


Total  a&D  Xavae  tenant 

Investment  Annual  Operating  and  Annual  Operatl 


Xt  id  sc*  the  purpose  of  this  paps?  to  establish  t he  precise  format 
ear  detail  [that  eheaild  *3  included  is  long  raage  projections.  Housve?,  tbs 
following  gases  will  serve  as  as  illustration  eg  tbs  activities  which  must 
be  considered  whoa  a  decision  Is  made  to  start  a  system  in  EDT&2  or  to 
make  on  investment  in  the  system  for  inventory. 

Is  general,  the  pa okage  fa?  an  activity  <shsu3£  have  tha  following 
characteristics; 

(X)  2be  set  should  be  ns  all-inclusive  os  possible  so  as  to  help 
preclude  the  omission  of  significant  resource  elegante  when 
estimating  the  cost  of  a  specified  system  or  force  structure. 

(Slbs  “check  list*  characteristic.) 

(2)  She  categories  should  be  structured  in  a  way  that  vill  facili® 
tats  determination  of  those  elements  of  the  unit  of  military 
capability  under  consideration  which  have  the  greatest  im¬ 
pact  on  total  cost,  end  which  ere  moot  sensitive  to  changes 
in  hardware  characteristics  end/or  variations  in  system 
operational  concept.  (a&e  “sensitivity”  characteristic.) 

(3)  Provision  should  be  made  for  segregating  total  east  into  the 
throe  major  system  phases:**  (a)  Research,  development, 
test  end  evaluation;  (b)  Initiation  into  the  active  inven¬ 
tory;  end  (0)  Operation  over  a  period  of  years  after 
Initial  phase-in.  ("life  cycle”  or  "phasing”  characteristic.) 

She  most  general  or  aggregated  fora  of  item  categories  might  be  as 
follows; 


RESEARCH,  SEVELOff.  TEST  &  mattBIOB 

Systems  RKPSE 
Heneyetem  activities 
« 

mvEgmsiKP 

Installations 

gtjuipasinti 

Sr&ssy  missies 
«w%oeialiB3d»»» 

©rgeaisafcieasl 


*  #rheee  .  asea  also  correspond  to  the  three  basic  typos  of  military 
decisions:  h&d,  procurement,  end  operations. 


SteOfess 

Initial  steals  Isyals 


SaitieS,  tsaiaisa 


HlseaHeagoasi 

Initial  tssaa^ostsfcica 

Initial  ti*K7Cl 

Z&ts&Bclisfcs  &  suggest  saa^os*  cs&sssS 
iaweatasat  cost 


ATOL  QgmUgQ 


E<£uS®25Kfe  sal  Sflstalls&ieaa  seplss^safej 
Frfesssy  Blcaiaa  egaipssat 
Specialise!  equipsaat 
OrgsaiBsctl^aal  egoijssssfc 
SistalSatteas 


teainteasfissj 

Frisasy  cdealca  equipment 
^w^Spasialiaod  equipment****® 
OrgaaiE&tiesal  equigmsat 
Sasfcallafcieas 


Fay  sad  AHetfsaees 
Training 

Fuels,  lu^sleacts  sal  prcgollsats: 
Px&nssy  miDoloa  equipment 
Buppert  equipment 

Services  cal  s&sasXLeaeeua* 
Trcasportafcioa 
Srarol 
Other 


SnteseaiistQ  eafi  support  sajer  ccssmal 
operating  cost 

t 

Supporting  Suta  hreoMova  s^y  ta  visualise!  hjr  singling  eut  tfes  ilea 
givea  three  stars  ehovo.  it  1st' 


••  Shis  oat8S9xy  Ineluiss  those  itess  of  m^ost 
st  th£e%  c.TC  sgeeiolisei  to  the  pessary  t&ooios  e?ai®3£3xt«  For 
Mwso  syateas  (a specially  hallietie  aicsile  mi  sssteHite  cyst  02) 


**S**MW! 


P-2222 

«£S» 


it  ssy  be  the  largest  single  element  is  tot 61  system  isvastsest  cost* 

getai^s  for  specialized  equipment  vary  by  type  of  system.  Three 
espies  ere  given  belw: 

(1)  Specialised  equipment  for  &  performance  intercept©? 
aircraft  systems 

Aircraft  servicing  equipment 
Special  truck*  and  trailers 
Msbdsaa  missile  servicing  eqpinssat 
Shop  machinery  end  test  equipment 
Shop  tools  and  equipment 
Base  support  equipment 
Specialised  simulation  equipment 

(2)  Specialised  equipment  for  a  boHiotie  missile  system: 

launching 
Missile  handling 
Control 

Checkout  V,- 

Vaves  and  pressurization  fe 

Cabling  end  communications 

Special  transport  vehicles  (mobile  systems  only) 

Special  maintenance  equipment 

Special  simulation  equipment  (for  training  purposes) 

l&scellaaeous 

(3)  Specialized  equipment  for  &  satellite  reconnaissance  system: 

launching 

Checkout 

Tracking 

Readout 

Maintenance 

Communications  tie-in  network 
Miscellaneous 

This  kind  of  information  on  specialised  equipment  end  each  of  the  other 
listed  categories  provides  &  framework  for  identifying  action  Items  at  each  of 
the  throe  points  of  possible  change— RDXiE,  Investment  end  annual  operating  out* 
leys— caee  a  decision  has  boon  token*  St  gesmlta  evaluation  of  the  resource  eigni- 
fiecaa®  of  change  both  la  current  and  future  planning  activities*  A  decision  to 
start  EDT&S  by  its  very  nature  implies  a  basic  uncertainty  os  to  the  potential 
success  of  tho  project*  A  determination  tc  introduce  equipment  into  the  cos* 
bat  inventory  no  longer  means  that  the  equipment  wiH  be  used  os  originally 


vistrad  efesa  ths  pgegsat  rsfc®  off  o'beeiSBeesae  1@  aast  rep  id. 

Caaaftgs&ca 

E»  Csnralosseat  ©?  naw  teals  ©S  the  type  base  fioecrihsd  should  go  a 
leas  W  tesrasds  casing  tha  current  burden  ca  plcsmora  aaft  accleica  eakara 
la  tha  nations!  eeeurity  erssa.  While  in  ao  erne  a  panacea,  ©sating  tbs 
teta  sayaivsasata  cutUnsd,  ehcold  facilitate  dealing  vita  the  uncertainty 
v&th  rsspaet  to  vhst  is  re^uista  in  the  vcy  of  defease  funds  In  tbs  naalaar- 
*uabat«spsst  as®* 

Wit h  &  foil  pletose  of  potesfclal  fieaiaica  points  evailsblo  together 
vith  tlsa-sbassl  mouse*  lapaota  of  sav  oyateoa,  it  Should  to  possible 

to  avoid  the  8®t8S3lty  of  os  at  least  reduce  the  livelihood  of 

•  * 

delaya  la  iqgogtgafr  preg^aasp  and  of  the  ascooDity  for  eootJtf’  caaoelletlca 
of  others***  eeereca  oaoumace  in  recent  years. 


